Introduction -Wilkins and the FSC
The term 'Free Standing Company' was initially used by the business historian Mira Wilkins in her short 1986 book chapter 'Defining a firm' 1 which she followed up in her 1988 article 'The Free Standing Company, 1870 -1914 : an important type of British foreign direct investment'. 2 In these papers Wilkins set out the idea that a Free
Standing Company (FSC) was a firm which was headquartered in one country but carried out its operations entirely in another country. 3 In the 1986 paper Wilkins confined her analysis to the US between 1865 and 1900 comparing the form to family multinationals such as the Faber's and Merck's who sent family members abroad to set up firms otherwise unrelated to the parent. The important element in this was the location of the firm's registration; although the implications of a firm being unincorporated in a host country are not considered. Instead it is argued that the UK's registration legislation created the advantage that directors were responsible for monitoring overseas operations to ensure that shareholder's funds were not abused.
Meanwhile the firm's capital could be held in sterling with the resulting access to wider financial markets. However in the longer run a UK based headquarters and board of directors could become a disadvantage as according to Wilkins it would cause an unnecessary expense to the firm. Decision making due to the need for long distance communication could also be slowed compared to locally headquartered firms creating a competitive disadvantage.
This short paper will examine the New Zealand and Australian Land Company Ltd.
(NZALC), the largest Scottish FSC of this era in terms of capitalization at £2 million in 1866 (raised to £2.5million in 1877 after merger with its sister company, the Canterbury and Otago Association (C&O)) 4 to show that the Head Office of a Free
Standing company was not necessarily an impediment to the company, but actually was capable of being a strong force not only in determining the success of the company as an organisation but also in the economic growth of its host countries, in this case New Zealand and Australia.
Structure of NZALC
The NZALC was originally formed in 1866 to give limited liability to around 38 disparate land holdings on both sides of the Tasman Sea owned by private Scottish investors. These holdings were vast, amounting to over 1 million acres cumulatively in Australia and a further 385,000 in New Zealand and were often in newly opened up frontier regions that lacked any proper mapping. Some of these were owned freehold while others were on temporary leaseholds from the colonial governments which could be 'resumed' and handed over to small settlers, known as 'selectors'.
Consolidating their holdings into NZALC allowed these investors to organise the working of their holdings more efficiently, despite the approx. 17,000km (10,000 mile) distance between the investors and their holdings. 
1877.
The NZALC's core business was sheep farming in both Australia and New Zealand, though cattle, pigs, horses and some arable crops were also kept by the company, as well as some urban real estate holdings. By 1879 the properties had been consolidated into 15 groups in New Zealand, each allocated their own manager, and a further five in Australia, with three being located in New South Wales, and one each in Victoria and Queensland. After incorporation the structure illustrated in Figure 1 was gradually adopted. A Scottish based General Manager took most key decisions with reference to the Board and important investment decisions were theoretically supposed to be relayed by the Dunedin, Melbourne, or Brisbane agents back to the board for evaluation. These agents (later replaced or supplemented by permanent managers) wrote to the board every month sending an accounting summary and with information about important developments. Using the information given the board made decisions to be sent back to Australasia. This system was established very early on the company's development although cash control was not developed as strongly as it might have been with many decisions taken by local managers before a reply giving permission (taking a minimum of four months) was obtained. 5 The Dunedin, Melbourne and Brisbane agents had a pivotal role in this as they were responsible for the allocation of funds sent out to the colonies as share capital was called up in the late 1860s. Huge sums were invested firstly in purchasing properties and then improving them although in late 1867 the NZALC strategically decided to spend just £3,750 per month although this proved difficult to enforce with numerous stories of managerial extravagance surfacing. Table 1 above shows the breakdown of responsibility between the three levels of management generally existing within the company. In addition to overseeing spending on this improvement process the Head Office had an important procurement role in obtaining the resources used for improvement: the Head Office purchased machinery, fencing wire, grass seed, rams for breeding purposes, thoroughbred horses, and even oversaw the purchase of stoats and weasels to attempt to control the rabbit population in the colonies. 8 The Head Office also recruited career staff in Scotland before sending them to Australasia. The regional inspectors and supervisors mentioned in Figure 1 were trained in a cadet system where they served time as shepherds and farm hands to educate them about the workings of a sheep run.
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Labourers were also recruited when necessary from the local populace. 10 There was also a role for the Head Office in marketing; in the early years both companies relied upon wool exports and links with London based woollen merchants were closely forged. Later in the 1880s the Head Office organised a sales network in the London area to oversee the distribution of frozen meat when the company diversified into that market, the demand in the already densely populated London area for meat imports being much higher than in Scotland. 11 Between 1866 and 1877 the General Manager, James Morton, was based in Glasgow, whose office with a small staff was also used as the Head Office and boardroom of both NZALC and C&O. 12 The cost of this to the NZALC is shown in The Australian climate is susceptible to long periods of drought and soils are typically very thin, making the idea of very large farm holdings were livestock could be moved from place to place to follow water more appealing -see Table 6 for an overview of how drought did not affect performance. In addition the company had the resources to prospect for water. Back in New Zealand, Davidson made a further clever move in the early 1880s by opening up the frozen mutton and lamb export industries which could later be exploited by smallholders purchasing land from the company - Table 7 below is an overview of the disposal of lands to smallholders in New Zealand. The company also recruited a Danish butter expert and copied Canadian dairy production know-how to set up a dairy products factory on its Edendale estate, which was then gradually sold off to small dairy farmers. 15 From his base in Scotland Davidson was able to oversee the marketing of these products in the UK and took up a directorship in Nelson Brothers Ltd., a company specialising in cold storage. 16 The Head Office also oversaw the marketing of plots in New Zealand, particularly to Scottish settlers by advertising in agricultural journals.
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14 NAS GD435/11 Minutes 24 th June 1880, 27 th July 1880. 15 Dairy products were manufactured from about 1881 onwards when the board gave the New Zealand superintendant Thomas Brydone permission to start manufacturing. NAS GD435/11 minutes 3 rd May 1881. In 1890 Davidson travelled to Denmark himself to take on a dairy expert -NAS GD435/12 minutes 1 st April 1890. 16 Nelson Brothers were appointed as sole distributors of meat products for NZALC in England in 1886 -to oversee this Davidson was to sit on Nelson's board, and his directors fees were paid to NZALC, presumably so that he would have no incentive to act against NZALC's interests. GD435/11 minutes 14 th Sept 1886. 17 For instance it was decided to continue an advertisement for farming land running in 'The North British Agriculturalist'. NAS GD435/11 minutes 18/10/1881.
Conclusion
The NZALC developed a managerial structure from the 1870s onwards which allowed the company to survive despite diminishing returns and the ravages of drought until its purchase by the Anglo-Australian Dalgety Group of food companies in 1968. This was possible through the evolution of a managerial system which incentivised employees in Australasia with long run benefits such as career progression and the promise of an eventual pension. This was held together through a hierarchical structure which delegated control over day-to-day specifics to the management of the estates while reserving control over capital investment, procurement, high level recruitment and planning of agricultural production for the General Manager, Board and Head Office staff in Scotland. While Thomas Brydone, the New Zealand Superintendant was in charge of planning the agricultural agenda for New Zealand annually after 1882, this plan had to be submitted to the Board for consideration based upon the prevailing prices of agricultural produce back in the UK.
The company thus worked integrally as a trading system which could internalise information to create appropriate responses to the market situation outside the firm. 
